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'Ih:.s pape.r was prepared (at the invitation of the Florida Ccnm.ssm.r
R
of Educa:l:.m) asoneoffcur effarts at:.dmt:z.fymgmd:.cators forpub-}
l:.cedumt:.cn onda. 'mefcurlq.ndsozmdl.atm:sare beccmb:.ned

o

attheendoft’msphase (IT) mthedevelomrtofthemucatmnmsnem:

of the SmteCmpre!umve Plan., _Th:.s partlcularpaner an i

aleJ.ty‘of the State to support a&uca’u.cn The other wri .and their /
topics are Dr. Arthur lewis on student achievement and i

populaﬁms for education, services provided Floridi

sausﬁact:.qn \_. '

* Assistant Professor of Higher Educatién and Policy. Stl,dles,
‘Management Systems, College of Education, The Florida State Jni
Tallahassee. Acknowledgement is gratefully given to the vefy busy ¢

. of peusons who provided canments during the preparation of/the varlg
drafts of this paper. R_soonalblllty for the contents, o cOurse /rests
wlth tI'L.. writer. ' .
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.sy.'sf:t:m, suggest arcas where m—depth J.nvestlgatlon is warranted and

enable more .specific. prej/ ctions to be. attempted about the. future.

Development o;?oaéonal indicators 1eads to 1dent1f1catlon of what is

:both c'@nmon unique fabout educatlonal act1v1t1es however, ﬂ'xelr devolop—
f;:‘ment does Tean heavily on social and economic indicators already.in use
. '» ' (ei.-g‘.ﬂ,' for .E:he study of th quality of‘llfe) . "I‘m.s overlap in conceptual-
,ization points to the inter¥elatedness of education with most other "
rf‘unctio'ns of society. | | ~ ' 4

The initial phase (I) in the development of the Education Element

.termlnated w1th a March 1975 statement titled "}Eﬂucatlon z:llcy for the

’ o -State of Florlda." ’ One of its sections contairied a llSt of Goals of |
o o Educatlon, seven in all, which are used in this pape.r ‘The goals were
| ) | developed after an extens:.ve series of meet:.ngs mvolv1ng education expeirts, C 1
| inte-fested citizens ‘and‘ goverrment .officials. . The goils and the statement | 11
of educatlon pollcy were subsequently glven offlcial status through the ' . ¢
top channels of l"lorlda state government. A smlar series of events are
N Vpl;mned for the development and conpletlon of phase I1, meamng that the
E J:wortant 1ssues and :Lndlcators ﬁrcm thlS and the other three papers will
‘..be éventually distilled ifito a policy document. (see. Epilegue toHus R \
' - pa-Pe;}?e central focus of this paper i's on the specification of cost | o :
f:. ‘ finding concepts plus idgntification of! a few oost mdlcators. There ~ :
| ap"ears. to be strong feellngs about the need for develq:ment of a uniform
) - _oostmg system across the entJ.re spectrun o}. educatlon and espec1ally

g

: acros/s the entire ,K;rﬂergarten—Umvermty levels.of public education in

s

*Because- this is a State of .Florida public educatlon prOJect, only \
‘ ‘passing attention, will be given to private educatlon. It is assumed
. - that the same sét. of ooncepts would apply to both publlc a,nd prJ.vate )

« Y

education. * .. v
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Flovida. Concepts tor development -of such a system will be examincd

LY

T below; however, it should be appa.fent that this papef represents |only a

. begmm.ng effort for such a vast and complex task 'I'he testmq of the

conce_pts, thelr fcas:.bllxty as to data collectlon and their use in policy

»

analés‘ls are tasks, for the fut:ure.J \’\ i \ ,
. [ '
The reader should be aware that Florida public education is, camprised
of four sub-systeps: K-12, adultfvocational—teclfmical; camunity colleges
and state uhi\ig'sities All systems function as part of the Department
of Eﬁucatlon, although the state Um.versltles have a separate Boazrd of
Regents‘. Even though the systems of publlc educatlon amoy(g the se‘Veral S j
states in the U.S. may be orga.ruand fmanced dlfferently, many

/
interstate conparlsons are made among them. Bec..ause these comparlsons are

v m the next section of the paper Fcillowmg the mterstate compar'

sét:tlon appears a brief dlscussn.on on Florida 1ntergovernmenta,l

comparlsohs for and w1th educatlon./ This subject is of partlc:ul

-

to state officials concerned w:.th funding all gOve.rnment programs. 'I'he

main "issues and concepts about the. costmg of educatlon is presented

3

pru/r to-the suggestlons for classifying and costmg Florida's educatlonal

o

goala brief mentlon is made at' the end" of the paper ut s" > of the

j

Interstate Comparlsons. - leen the widespread ooncern about the rising cost

»

[

of govermmernts and educatlon in. particular, 1t 1s mlportant ‘to oompa.rc

R4

Florida's finanqing efforts with 'tGose of o‘ther state governments: Using

4 STt ‘ J




_—capita personal income in 1973%*. 'Frcm this data (mdlcator) :Lt appears

the use of population data from retlren'ent states such as Florida can

v

| . ¢ '_
_ ) /
a standard sc\urce, such as fhe StatlstJ.cal Apg;;;gt bm.ted States

(1974 editlon) , one finds that Florlda ranks 21st in current average 1
expenditures per pupll in average daily attendance roral974. this
pos:.m.on was several ranks better than 28th which E‘lorlda held for per

that Florida is (or has) made a serious effort im the financial suppbrt
of educat:.on> Whether the effort~ig (or'was) sufficient to meet the

educatlonal needs of the Flor:.da populatlon is &nother

It seems important to use per capita education écpenditm:es for

interstate comparisons so that seme idea of financial effort can be i |
cbtained about each state relative to Florida. If it was desired to delate

per capita education expend.i.tures to any of the achievenent‘levels (e.g.’,

cost per hlgh school graduate per 1, 000 population) as an attempt to s .
cost "outpu ", then such data should be oanp:l.led/{or all states. However, '
J

»
be a hazardous underta‘q&g because of the various methods for oount:.ng

the "temporary" resident who is a_retu:ee. Similarly, j.-.he data on
personal income needs to be examined to determine the extent to which | v
transfer payments (retirement‘ incame) are excluded. Clarificatieps of
this kind are needed to insure that Florida is correctly,ranked*and compared.
*Florida's neighbors ranked much lower overall: Alabama 47\and 48, /
respectively; Georgia 37 and 36. ' . .




mte.r—deparm@ntal camparisons for Florlda State; Gove.rmxcnt. Wlth

_‘,

AR

education t:a.kmg over 60 percent of the Florlda general state approprlatlon,
it is of jinterest to compare the populat.lon served‘\by educa\t.lon with those
being secryed by other goverrment functions. Oowrpaxii.sons of this type may -
be made qin a per capita basii for three different pc;pulations: d
| a. total population o | |

a
| b. ‘target population
/ ¢. <client populat.lon

For eac_ljl cf these three groups the per caplta ls determmed by d1v1d1ng\
[;
the funftional state appropriation, (e.g., education) by each of the
x three pulatibn groups. From such per capita data it is possible to : -

comparef the State financial opntributions for such services as education,

} !

youth services, corrections, welfaré and so on.
If per capita data are tabulated for each yéar, a time series andlysis |

N

mcres,&se in appropriations. For exatple, tota approprlat ' have
S J.ncrelésed but the appropriation per student .
‘ e t obvious by ’

due to an unexpected increase in enrollment. ch fact is

examining only; the education appropriation from year to year. Incidentally,
this‘kind ofa'énalysis would also ,r;eveal the appropriation per tudent which -
was greater than intended when enrollment deeh?ned unexpectedly. |
" «h1s time of inflation it is extremely impoft:ant to adjust all
appropriations. (i.e., deflate them) to constant dollars so that the x:eal
purchasing power of the funds is clearly. shown. It is possible to have
an increase in appropriations, but have the increase too small to recover

los{; purchasing .power, leading to an actual reduction of input resources. -

It may be useful for Florida education officials (with support from the
< '

2,

Department of Administration) to develop a cost index for education




' which will be discussed in detail below. - Secard, the education ard L

-6

trainirg programs.ﬂaroughout Florida state goverrment would hav,e'.'fo' be »
identified. .It_would seem appropriate to incl ‘

education activitiss Q programs wh.u:h Clearly yelate to one of the
seven Florida education goals. '’ Programs or activities which train ,"
peculiarly related to.
a functmn of state coverrment would be excludsd. Third, the ocbts for

individuals to perform a job, or parts. of a job,

—

the goal"-re.la.ted education programs would then be detenm.ned using the
1denp.cal costing. ooncepts used for detem:.m.ng regular eéu:atim costs *
To ke meaningful mthecanpa.r:sonmthrequlareducatlmcosfs,

' these tertiary goal-related education costs must follow the same set of

cost-finding principles. Because there is almost a camplete absam of ,
state policy for te.rtlary educat.mn, it muld not be suprising t E.ni

great varlata.ons in costs amnq %eﬁ: prograns (if it is poSs:ble to c:mp:le '

N\
such data). " In any event, the purpose ‘of these regular.and tertiary \pro-

gram costs would ke ’co assess th= prosoect for subst:.tutab:.llty of resom:ces,

¢

*Should it latﬁ*’ becerze appropr:.ate to campare the costs of goal-welated
education in non-state govermment organizations, then the same cedures
-should be followed. For example, it would be informative to campare the,
CQat 'of basic skills (goal #1) taught in churches, VXA's, county and ¢

cipal govarrments, big and small businesszes, hospitals, military units
ancI s0 on, with those in the Kmd._rgartm-vmver.,lty systemrs 3

)

N




@ effecn.ent (and effective?) tg use local school®
s
teachers at prrl..ons ,ra’cher than the prisons fund_a special education staff.

e.qg. ,1tmghtbe

- _Mote that thisrKind of policy analysis rests on the ass?xption'that regular -
! 4\ . ) ¥ . .
school teachers would want to work in prisons and would require little

> . a,
, 's%lal trauung}ssuch work. These ard other chara istic; define ,

4
\ b
d

the questlonable ad tm‘;x of substitutability which itkelf must be

subjected to policy y_sls.- This particular example should séxve to

P indicate that aﬂpropna cgst data may begin a poLiey analysis but; in f : ,
~ education at least, shoulld not force a decision about use of rescurces
w:.thbut extensive inves gatn.on Finally, it should be noted that a
camparison of programs between two difference forms of 'orgam.zatlon*
(i.¢., regular education versus tertiary education) can be val.;id only if
. the inputs, processes outcames are similar (or identieal) ’ otnerwise
’ one muld be canparmg apples, oranges, and bowl:mg balls. |
Cost canpax\':lsons among various goverrment departments and regular
educaticm units does appeaxr to be a necﬁessaxy f,irst stee before examining
camon and unique course cbjectives, teaching methods, instructicnal ,
media and methods, student characteristics., learning 6utccmes Ocrmiedge ‘
added) and other such variables which J.nfluence or detemune costs (unless, )
of course, one wants to focus first on f:.nal outcanes th.ch relate
to campetencies and other such perfomances,based evaluatlon systems) s
In ottf.r words, it seems practical to use cost data as indicator_s-
of pregran uniqueness, i.e., costs falling in the plus or minus

third standard deviation almost assuredly indicate same special

*The writer has been told of a prel.un.mary finding that t-he student/ S
teacher ratio for education progrems in youth services is quite large,

a result which gives low unit costs but raises questions about the

quality of education for the many special students involvetl.




8 , ‘
set of jesources or program cha.racteristios are involved. 'Ihird‘, or

seoond, standard deviation costs can be used as decision &ta for de
when a full program review may be in order In other words cost da\ss are
surrogates for program dlfferences. they should not be. v:.ewed as real
things exlstmg apart from the programs they represent. In fact, oost
data are the artlfacts or consequences of hundreds of program decj sions and
have no meaning unbo thenselves except in relat:.& to some standard of

judgment which in the extreme may be arb:.trary axxl capricious, as well

as unrelated to des:.rable educatlonal outc:xnes (should they be known and
‘sPec:LfJ.ed)

‘ To verify the relat:.onshlp between program resource character:.stlcs -
and costs it is ohy)\ necessary to know that J.nstructlonal costs can

be explained w1th fwo. kinds of data*: salary level and‘stulent~faculty
ratio**. Thus, costs will be high where salary levels are high and the
student-faculty ratlo is low; this would follcw , for éxample when canparing
" school dn.strlcts w:.th the state medlan or departmental costs w1th an .
average college oost Education} as a labor intensive enterprlse, has ‘
~program costs which are ccmposed' ma:mly of salary costs. - There have been
many attempts to use educatian cost data as simple surrogate measures

of qual;\.ty, which can, as md.':.catad above, lead to mlsmterpretatlons,

e:.ther good or bad. However, problems with cost analysis do not negate

* For indicataers one mJ.ght use: for salary level-median salary by common
rank, pay grade or years of seniority; for student-faculty ratio-full
time equivalents, student's and faculty, with FTE conventlonally defined
and based on three and four quartef averages.

**Thisg is not ignore the very high cost of vocational, techm.cal and |
scientific ipment and supplies, which rust be included in any realistic
costing procedurs; however, the two variables mentloned are common across
all of educa on, K-University. “

g
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its basic valu._, supgort of cost analysis rep*ese_nts“baslc carmitrent to

-
7

the rational use and allocation of roscurces. Cost analysis involves a
oornlt:*eﬂt which szars mr_sca.a.ole in a world of finite (and shrm.‘u_nq)
educat:.onal resources ard.:.m::.m.t._ reed/derand for them This ccnmtment “ _
w:.ll be complete when we resort to t_he analys:.s of oppor‘tmuty mﬂ?smg .
this and other suc.h econcmu.g concepts) before decidirg on thp most’™
socially efficient resource allocatioff patterns. 4 -

-

Cos"'.gConceptSandIs’sues A concern with costs as'inputsinthe

eduoatzonal systam of Florida is a frst step toward ur.derst:md.mg the
relationship between resource costs and educational output Al;mugh
it is important to identify output costs, it is fn_rst necessary to
clarify mput and process costs and specify a set of oost:.ng procedm:es.f - }
Even then, much remains to be done: data must b found or created, -

ied, ccmp:.led a.mi tabulated, analyzed and then evaluated In
other ’ lt is first necessary to Specify a get of oost f:md.mg .
pr:.nca.ples, perform hlstorn.cal cost studies, evaluate these and then
consn.der their future use, i.e., forecast:. future oosts.

The d.xscuss:.on here (and elsewhere) about cost fuﬂmg pr:.nc:.ples
assures a particular and rather conventionah set of meanings for the
concept of cost. ,In a general sense, cost data‘reveal patterns of resource
usaga' in orgam.zat:.ons. « (In the jargon of the c]:lt expert, one can speak/
write about the-resource\krptlon patterns - costs — and their vanatmns
over time.) The effects of law, custom and ragularized accouut:u"g pro-
cedures largely determine how cost Vata are 1dent1fmd Using eooncm‘.cv

concepts one may ignore rost of the previously mentioned constraints, but

the, gesults may prove little ketter if every analyst may change the

10 I
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ecoromic assuptions, since one wouldagot ke oce.r:ating wnder the

ordinary co*;straj_n‘-'- Altl".o"g"l it is poss;..ble'"";’rut regula.. procedures for
cost effectlveness anad.ysx.; might be spec:.f1 1, at':c-efesent it is a hJ.g Ly , “,;
artfulv process with little rore to guide it than the heuristics of previous |
S‘T:L‘.dies",. few Of W‘I‘uch’ have been brozd enough, in scope to wa.rran’e usage

on a state »educat.i.qgf system in the United States. ; o A

% nethIeles's , the cost effect_iveness.' and human capital iﬁv&stment

studies deserve careful attention. ’Ihey can prcv:l.de 1rd1catcrs of the e
ecoriamic value of education ard even if produced in many mn-standa.rd ferne, .
can suggest where pollcy nek..zs might be most able to earn society (and -
«the individual, hopefully) a hlgh return on pub}l.lc education expend:.tures*’.
In same fields, acoording to a variety of l;mfessional and pcpulist _sources,

.

a young persan could earn rrnre 1ife-tire inccre by mest:ng hls edumt:.onal

N
, expend:.ture.s and reap:.ng the return. 'me b:Lg cost factor to the young

person is not necessarily the ‘tuition and fees paid to a college, but the
.elostwi’u.lemtmrklng Eventlm.ghsuchanassmxpucnmayappear
ludicrous because we currently have 10 m:.l.l:.on mxauplcyed and a.mther
20 mllmn mmlm\ sa.cr:.flce is very important to a person
whowantﬁ;totakeane?uatmnal léaxefmapenmentjcb, eg., to finish
work for a bachelor’ degree or for retraining. “ |
Should we €ver learn encugh about institutional coets, manpcwer fore- .
casting and how to project the political philosoghy in the Vhite House
wh:Lch will be shaping the économy inh 26-40 years, we may want to cansider

a W’ldJ use of t}:e ecoramic concepb of costs fcr dztermining resource

~

*Inc:Ld.ntall v, one should be aware that legislators guard jealously their
sovéreign prerogative to make ard act on assumptions. The cost analyst using
the artful concophs of =conamic am.l ses of costs my find nim/marsal £ (having
to nuke assumptions which the average legislator may feel is.a uaxrpat.mn of
his/her authority. . .

& | 11
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| ‘allocatmn PZCttr‘ﬂS,L% rtmy be s | .
. ‘ J.IITpOf"ul"lt to considsr rate offYeébtwrn atL.d..eS on ecu ation J_rmstmea,.a:

) Lﬂm@@z:f‘ of dlff._rm.:es in the status raward system in the Uru.t::;d n';:'.\_eé.
(ibe basic po_lg o/ u'.z._at_l.or'/w:.etu any} particuiac "’\;/; n‘- should fueopaid
| mge than my o_th._r seems mstly settled- by the wealth r:n. the mdustr:;
Q and the socia.'} stratification system of the coun.éry.) ) ' o
\J Another policy issue, sarewhat less in its qlc:bal dirensigns, with - |
stzcng f:.nanc:.al‘overtmxes, cent..rs on the programs in industry and h.l.gha;:
educaticn for re-training of persans irf’the hasic gkills (goal #1). This
clearly is an oupput: issue ior ‘the publig sc:hcol dystem ard an input rpattar
for the oth.itwb systoms. The business man or corporate. off:x.c:.a.l. who must
orgaruzearet:aimngprcgrammmebasn.c killsmayca'p_mnthathe is-
4 paying t.n.ce for a trained labor pool: f" t, through property taxes, then
) - Huroﬁgh;educgdprofitsfrmha‘vingtofm:d_ progrmn.,' o .
".ma.shssue has came before the Georgia Education Boaxrd. The Board | "
‘ ) is ncw questmm.ng the cost of colleges providing remedial courses for
| high sc:hool graduat% One board tember wonde.red out, loud about the possi-
bila.ty of dedwﬂng the college cost of remed.wl cour"es from state , A
’apprcgriatmns allocated to the hlgh schools. {he Board "dlso consxdered
— the award.mg of attendance certificates to students who, aupaﬂently, sat
through 12 years of public educat'i.cn, having receitfed reiny sccml pro-
potians. One wonders if unit costs (pe.r: studant tosts) might ng r%gat:.vely
< low because of students earning attendance ce.rhflcat.s Pinally, ‘one won=~"
Gers if more cansrlde.ratlm should tu:»t be givan to’ a\develoment of
negative indicators, e.g., ._b@ percent of students "‘“g,ﬂ’:"n what the
sCarnegie Ccrmu.s;:l.cn on HJ.(,he_.r ‘Education c&{.id:lo rOIL.ctant attenders -
those studant's. in éoll:ege for ro gcod reason Othgg than that J.t id the

L . -
- thing to do.} ' .




g o , . 12
Anoth_r umrfant outpul. issue mvolv:m.g cos ..J.ng problefrs concerns '
\ the use of aduevement levels . It is absolutely necessary that acluevemenx.

nns be spec1.f1ed amd. made ]mcwn to evexy school Bccause st ch norrs are

hlgh or low depend:ng on the pmm:‘a.cm pbllcy 'of the sc:hool and
\‘ (m relaﬁon o the d.arogr

andsocmlcham::tensucsofthepogulatlon ‘_1ng the school), N

‘\/.

Usmg ﬂ')e costmg cxm.cepts below w111 enable the - per- grade \

o - .

L . v [ <
T leveltobedetenn:meti HJwever,theeostmgofacm t focuses on v
P tIEga.:ﬂsfranoneyeartothenext 'ﬂleassmpt:.onlxﬂuats]éllllevels K

/ . ;
\ - 1
mmdaiceattheendoftheyearresultaimntheedam' act1v1t_1es SO

dm:lng the year;. hm?ever that assumptlon Can be verlfled only

'. the student, .
was def:s.c1ent 1n,the des:.red sk:x.lls at the begmm.ng of the school year /\ : ;
(semter, quarter or. scme tute pe.r:l.od). ThJS, :Lt :I.s\ necessarv to test

‘. Vthe sbadent at thebeg:.nmng of the school year, note the increase J.n
L _skllls“at the end of the yea;r, then cnst the increments or. dearenents (or
| .‘”_zezo) of change Most of thil kind of tmtmg reqult&s standatﬁ'i\zxed L
tests and if: appl:.ed to thedevelogxerrt of bagic skills, thenonly \»
ene bas-:Lc-set of tests tohmade, ' "»la.ble. ‘Jherea:re othe.r,i

k gehezal ach:.evenert tests such as Flor.\.da 12th grade test and t‘ne \ . ‘
L m:tlcnally non'ei tests for co].lege adm:.ss:l.on (such‘as “the. SAT a‘nd = \
| ACT ve.rs:.ons) ' However, qeasm:ev.rent of adnevenent far spec1f1c o

: skll s would "Ivolve the use of partlcu\la: ésts, at the varying grade -




In other words, a coust benctlt analys:.s would nced to be conducted on
_‘thlS matter to deternune whether the beneflts frcm detcrmmmg the cost
}"'of achlevement changes by grade level would be worth the cost of such

'a:ctlvn.ty :

Flnally, 1t is 1mpo "-i\ to note that much doﬁe J.n,

'Florlda educatlon these last few: years to define and 1de.nt1fy mstltutlonal

" and school costs.. These‘effo s may provide nuc}x data fran which cost
| ‘indicators' can be developed; a wrde circulation of ‘the-d;;iments -whichyder
“ seri the various costing procedures should fac111tate the develo;ment |

\
of a bette\r understandlng about the costs of Florida educatlon.

Almost two years of wcrk by the staff of the D1v1s1oﬁ of Oofmumty

i Colleges and the State Umvers:.ty Systen has resulted in costlng efforts
EE t.hat w111 culm.mate in new fund:.ng forrrulas\perhaps prJ.or to the 1976

. . | session of the Florida Ieglslature,‘,whlch mandated a completlon of thlS

o A effort’ A new Florlda Post—secondary Educatlon.Camussmn has as one of .

| . its taslgs a determlnatlon of edutatlon costs by March 1976.. There stnuLd.
“be.no mlstaerg the fact the Leglslature is reaay to change fundlng

“ arranden/ents for educa‘tlon though the ex;LstJ.ng formulas *have been

in ex15tence for only a few years. Here then is a use of costmg systems,

at present W1thout output data, ~th.ch ralses many more que ions,.thanj '

can ‘be asked and answered jin’this short paper. . '

fa ' Another costmg develo;ment in Flor:.da educatlon is, that of the K- BEE
- ) 12 systen Its data are now bemg publlshed w:Lth spec:.al talgles of \ |

' educatlonal expendltures shmm (class:.f:.ed) as direct or ‘indirect costs—

-. see the 1973-1974 annual report ‘of. the Commissioner of Educatmn. MI of
. these costlng efﬂsﬁts will enable publlcatlon of new )ﬁ.nds of “data in a

- . varlety of new formats Kmderga.rten through Umvers:.ty




A

N . ) ) ? . ) .
o The result for the post—hlgh schcol mstltutlons w1ll be a conpa;;able

R

. set of costs per full time’ equlvalent student for each dlscn.glme/

1

department by level of educatlon. ] For example, the cost of . h1story depa.rt—

ments at the 1ower level (freshman and sophmore combmed) per E‘:I'E student

s
M

' intensive actJ,VJ.ty, it is important to note that a ~lgrge poktion of

(one who takes 15 student credlt hours of courses) will became avallable\

for- all conmum.ty colleges and unlversitles th.ch have such a level and .

[ o ‘.

program As the data collectlon and processmg technlques are perfected,

the F'I‘E student cost for each student academic program L‘L"e. , student -

major for a degree or certlflcatg) will also beccme available. 'I'he ‘

student. acadam.c program costs J.ndlcate the cost of all courses taken by ‘a

\

' student- thus, a h1story major would J_nclude the costs not only of

history courses, but the Eosts from such other courses as Engllsh polltlcal
sc:.ence, bJ.ology,and SO on. 'I‘he fmal cost data will J.nclude direct
lnstruct:LOnal costs and J.xldlreCt support cos'ts, including the cost for
the year of fac1llt1es and equlpnent A |

’I'he new canpllatlon of K=12 dJ.rect and indlrea:t &sts are provmg
very infonnative Although we may recognize that education is a labor

~

indirect costs also result from salary e;cpcmdltures. vhat has became R

apparent* is that classroom Salary costs may be in same districts less

.

than 50 percent of total costs. As a result of this cost classification

systan, it is now possible to begin an analjzsi‘s of'the costs and services -

of the J_ndlrect Seg v,~t to determ1ne their oontrlbutlon to the primary

-~

Pow

l .
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to 1dent1fy concepts for developnent f s/for FlorJ.da 5§ seven educatlonal

by a class:.flcatlon of

\ | aggortum.ty tO master the / sic skllls for communication
camputation (listening, speaking, reading,*writing . ‘ N
- and arithmetic). Basic gkills are fundamental to success. i

. GOAL 2. .General BEducafion. All Floridians shall have
- the opportunity te acgli t the general education. fundamental
to.career and personal d elopnent and necessary for .
partics¢pation in a d ra iety. This includes
skllls, attltudes i krwledge for general problem—

> /* _  moral and ethlcal nduct, mental and phys:.cal health,
: S '~ aesthetic, scientific and cultural appreciation, and
T ‘ environmental and economi.c understandzng ‘ T

GOAL 3.1 Vocat:.qbal Cmpetenc:.es. All Floridians shall
have\ the opportunity to master vocational campetencies

leave full timk educatjon. For persons who continue ~.
formal éduca on throygh advanced or professional programs,
x tencies/will be in areas of professional ‘o

\ Vocatlomal educatlon shall be contmuously

" GOAL 4. E‘rofesstlonal Competencies . Floridians with
demonstr, hted interest, academic background and aptitude
shall have the oppo uru.ty to acqm.re profess:.onal com-

“ petencies necess for employment in’a profession and .}o

update thelr competenc1es perlodlcally Programs of

™ ’ * . GOAL 5. Advanced Knowleg@ and’ SkJ.lls. Floridians with
( nstrated interest, academic background and aptitude -
. 1 havé t-_he opportunlty to acqu:.re advanced kmwledge

their knowledge and skills
anced academic traln:mg




.
\ “

"
.

N

l6

- | _ . ‘ .

GOAL 6. Research and Develomment. The public education , .
network: shall seek sollutions to local, regional, state . AM’
and national problems ugh organized research and o

. developrent. Research and development shall be organlzed

to solve pressing problems and to expand the store of know-

" " ledge in all ateas of human ehdeavor, including education.

. radded. ] ’ RV Lo

GOAL 7. . Recreation, and leisure Skills. Floridians shall

have the opportunity to pursue recreation and leisure

gkills which satisfy the recreational .and cultural

needs of individuals in areas outside of general education. -

The above set of goals defines the scope of Florida's
cdmmittment to public education. The order of presentation
indicates the priority amwng the-goals. However, the goals are
mutually suppoft:tve and -dependent upon .each’ other. [Bnphasis

s ’ S

e

A preliminary exammatlon of these goals mdlcates that most educa-

tion expendltures can be sorted acoordmg to broad mstltutlonal

categories, such as ‘ ’ 3 . oo -

}_GOAL l. a. Kmdergarten t-ln:ough Grade 3 (k- 3)

a b

\

b. _ Adult basic educatlon e

-GOAL 2. a. Grades 4-7 "

b. Grades 8-12 (non—vocatlonal) T
Cc. Adult hlgh schogl '
d. Comnunlty-Jumor college (transfer)
- © e. University (lower level undergraduate) .
f. University (upper level undergraduate, é.g., .
hmnanltles and pre-profess:.onal)

GOAL 3. a. Grades g-12 - T | !

b. Vocational-technical Center ' )
c. Camunity-Junior College (Voc-Tech) ‘ <

_d. University (lower level undergraduate, e.g., % ..
. -nursing) v L
e. University. (upper-level urﬂergraduate, e.g., - .

busmess ’ educat:.on)

GOAL 4. - a. Masters degree programs (e.g., ardlxtecture, busmes$,
' - music, -nursing, pharmacy) _
b. Professional degree programs (e g., medlcme, law,

: - veterinary medicine)

GOAL 5.' a. Masters degree programs (pre-doctbral) :
- b. PhsD. programs
c. Spec1allzed doctoral programs (DPA, E’dD)
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GOAL 6. a..K-12 ah\ ‘Adolt “pasc-secomla-ry ,
b."-,,Camnmlty-Junlor College , .
_C. ’,Unlverslty* .

- GOAL 7. a. K-12 M Advit P.sz—secondary , .
b. Community-Junior College
c. University

| «» The nmost desirable costing system lcx)ncei-vable at this time-building
fram current expérience~would be a combination of the K~12 and two post-
secondary systems.** Thus, the basic cost unit would be the ADA or FTE
student. The ipstructional (direct) and Suppoft plus aux:iliary (in-
direct) costs would be identifiable‘.' .'Ihe costs would be identified |
down to the school or department according to the educatJ.onal level

(K—3 13 14, etc. V. Fmally, the costs would be aggregated according R

Ve

'to the Goal categories. An exanple of same of the data presentation

forma@ may i)e found in Appendlx A.

™

A cost systan of this kind rests. on several presuppos:.t.lons. First

is the bas1c assumptlon that costs must relate spec1f1cally to the Goals
‘This idea- rest; on the twin premises that little planning for the future )
or ev,,pluatlow of pas.t activities is possible at the State level unless
- the ﬁts of goal seeking activities are known. In other words, the B

-

A W -
/ focus is on cost of -inputs and processes, not (at th1s time) outputs,

outcames or objectlves (uniess, of course, the..Goals are accepted as a

v

final product of the Florlda educatlon systen, in which case they have

to be statecl as perfonnance objectives).

i"* It should be noted that one of. the three primary functions of a’
University, public service, is. not 'listed as a Florida educational
goal: If this functfon is to be interpreted as being included, and it

A would be mcreglble if not, it would probably fit best in Goal #6. - .

**Hoviever,” not all cost details would be generated for use at all. levels
of poliey analys1s. _ . . .

. | 18'

. N L
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Second, it is assumed’ tﬁat the focus should be on the entire
Florida educational systenm (all';levels) and not just same selected
N {* part of a sub~system, e.g., urban schools. Thirg, 1t is not necessary .
: t6 be concerned with the broader form of economic cost analysis, i.e.,
cost benefit or cost effect.lveness analysis. /
Fourth, it is assumed that thls kind of costing system will 1tself
be cost effective, espec1ally as/ to the cost of sortmg out courses and
O ) degree programs to n‘eet the classlflcat-lon criteria defined for the | s
| goals. This program class;flcatlon systan will have to be,elaboravted
and documented so that ’a publication is produced like the Program | ., |

Classification Structure Df the Natlonal Center for H:Lgher Eiucatlon

Management Systems (Boulder, Colorado). ' ' i /'5@” #
Ve ' Fifth, it is assumed at this time that all costs will be related
somehow to ‘the ADA or FTE stuient. This assunpt ion is the: one most
. likely to cause problars >f 1nterpretatlon, unlvss, for example, the
universitites are w1111ng to accept instructich as a prJ.mary function and
research and public servize as secondary (except when usmg Goal #6).
VR A"I’he problesn for the universities is that research may relate only .to

graduaté*stt.xd%nts (1f any stwdents) and publlc .,erv1ce to external

T

D o

publlcs, ‘thus, the issue is-about the designation of an acceptablc costmg :

[

'.:nitc ) ‘ ,: ' o -
If we look ag‘ain',at the Elorida goals we see that they do not.
L v , .
include direct reference to the activities of transporting students (K-

12), housing them (post-secondary) or providing them with health and

. »co\ﬂse‘ling services. Also, ‘there is no mention of'ﬂ:le myriad f’unctiohs of
7 wﬂ?:eachers and faculty such as _curriculun development, student. e\}aluation,
i s governance, and so Zn;v these ‘are all profe‘ssional educational activities
- which consurﬁe resourcis. It apparently can be assd:\ad that most af these
£ . LN o .

.




wdent and faculty activities corprise Suooort.mg serviees ard irtirect
costs Fowever, it should be reocognized that th= demard is building to

4

cost separately each of these s..poort services a.nd than eva.luate the

; use of alt.ernatlves e g., con‘s:.d.._r local gove.m:rent ‘f'eczreaiu.on depart-—

] T»ments taking over athletic programs. Frcm th:Ls h_ndlof 1cost effectlveness)
| analysis it is g_m.te posal.ble that uxi:.rect oosns rnay be su.quz.v:.ded '

| into two categories: gupport’ and amuhary ~1denta:l.ly, school =~ -
= and college acc:reiltatmn assocn.at:l.cms may have é’equ:.rarams which lJ.m:Lt

e ability of Flonda's edudatlohal offlclals,g;p’sz.gnlflcnntly alter

Y evpenditire patterns but this=,§hould not limit the kind of cost
clasJ_flcatJ.onsystanused)“l' A L= e :
now it should be apparegt that. scmeerJ.fonn conventlons would be'

’necessary z:or the class:.flcz‘ta.on%f expend:.tuzes at all levels of ahy
| educat.mn, these should J.ncluis a set of - rules for allccatmg the 1ndJ.rect '
- . costs to obtain full and/or totaI' cost!b Similar decn.sz.ons would be
* necessary for the acoount.mg of cap:.tol expe.rﬂ:.tur&s, deprec:l.atwn or-.
| replacernnt oosts Mot only is such :Lnformat.mn needed for a good costug

system, but, 1+' is now the case that state off1c1als do not wam: to make

dec:.sn.ons about state aid to eauoat:.on w:.thout Imcwmg total costs. The |

need for a _uniform classification across aJ_l segnuitsuard' levels 'of o

Plorida education (K—Umver51ty) is necessary in this J.nstance J.f and orﬂ.y |

' if. all education’ expe.nd:.b.lres Imst be Classified accord.mg bo th. goals " -

hsted above. Agam the suggestmn is offered that w1se planm.ng by the : o

eﬁucat:.onal planners would J.nclt.de Lan estmate of ._h., p*'obability of '*'; |

sucdess in this endeavor ard also :an:ludfa an est.lrat._ of the cost argd : A

t::une which c.eveloprent of c-uch a.s jsten would require — enotha: cost

SR éffpctn.veness s._udy, if 3 you mll . - f S o

X o ) i Lo s .. ‘
B K . - : . .
<2 ° ¥, Q; . .. . . v . . Ne .
! i Y ; - ' - ' ’ e
. k8 . . " . . o .
N

Q Yo 2
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‘ Although state officials are interested in total .oosts they alséd
des1.re information about the sources of funds so that the ftate share is
J.dent:.fled. Local supp‘ort_lks_g.ﬂ_en;:tulnon and fee income, feieral

‘“assa.stance, emlcwment 1noome and ot:he.r approprlate cat§qor1e £ revenue i
need to be J.dentlfled‘ . /

The J.nstltutlonal level of the cost—of—goa.ls data needs to be

cons:.dered. G:Lven ] e \:hanglng enrollment patterns resulting from decreased

births,; migration® . eobncmxc conditidns, it is” more: inportant than
ever that costs be 1dent1?f:.e’d down tb the school house or attendance’ aréa
‘within the school d.l.st‘l.'lct* S:uﬁ].larly, it would seem approprlate to
J.d,.nt:.fy costs by campts and center for vocaEJ.onal—tecl'uuéal all
post-gpcondary programs Planm.ng for the expansion or closing p$

P 'schools and oa:rpl.tsés will benef:.t from this kind of data. Note that it -

would be appropr:.ate to gather\ the Same kind of data from Er:Lva te schools

_ althpugh few changes in the basic ooncept;s would be needed to :mclt:de

then-' | : / . .
Clearly Mneed to 1dent1fy costs by level, i.e:, K-3,

4 I 4-7, 8-12_—1—0;.; undergraduate, upper undergraduate, masters, doctoral

—_ " and’ any other °spec1a.‘l. levels. Within each,level, each magor .program
 should al also have its costs \menufled. The particular need here seems i

L to be for the K-12 schools to identify their department and program costs,
-*aga:i:n down to the school level. At .present the K-12 systen uses the‘

2 funding categories as programs. - .

-

*Current costing data show an extensive variation between ard among, scliool
centers; because little difference in outputs desired has been expressed L
e among the centers, no ready e.rplanatlon is available for the cost differen-
-, cés, However, one would be remiss not to overlook the expectatlons of '
‘ ’school parents anc pa% .




.

" Once costg are '.obtainod by prograin' across all of education, they can
a then be convert®t to an ADA"‘or r'I'E student basis. Data would be t |
available which should gllow estimates to be made about the consequences
(outputs) of selecting orie allocation patterri over another. Thus, if,
for example, greater enphas:.s needs to be placed on wocational programs,
. the consequ ces of shlftmg funds from other programs, 1eve1s, schools
‘or* capuses shou;_d be readlly 1dent1f1aule. Slmllarly, an increase in

‘education fuhds specifical addressed to Florida Goal #1 can later be

K\L)elated.teﬂchanges (1f any) in output measures. ' .

I’%dministrative'Problems and Prospects. With this ki@/bf cost data,. -

’ . d1str1ct and J.nstltutlonal a&rumstrators will have a ve.ry sophlstlcated
Y set of managenent tools.\ A varlety of performance measurds,~such as
“%he product:.v:.ty 1ndlces developed by the DlVlSlon of Community Colleges'.
(esqg., student—faculty ratios by program, teachmg load by creﬂlt hours,
etc.) may be used as mdlcators to monitor costs, thelr.-changes_arxi re~
* source utilizatic;n patterns. Cost data which indicate input and activitf
»patterns of resource usage are espec:.ally valuable as measures of capac1ty,
growth and change; they a5 not have any mtrms:.c value as measures of '
"educatlonal outccﬂes. ’Ib protect against the misuse of input cost data
. ~3as sursogates for outcomes it would be highly des:.rable to have a set of

mddle level performance objectlves. These would be measurable ‘sutcomes’

* and developed in addition to 'tl'xe Florlda 'educatlon goals so that the

: effectlveness of educat.lon programs ocould be assessed and costed therc.after

This would seem to be the. ideal systan by whlch state officials could

ratlonally allocate resources to education. However, the wide‘spread

variance of costs and outputs between schools would seem to indicate the
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- . . need for much local mput in the des:Lgn of thls ideal . sysbem .’._

N

One of the pmblens w1th mstallatlo}i of a um.form educatlonal

cost:l.ng system is that it provides a_ lneans for greater centralizatfon of !

o control and dec:x.s:.on—mak:l.ng throughout the Florida educat:.onal systan A. f
costing system of the k.md outlmed here "would make visible the extrem -

K H:/arlatlon in cost which may be found throughout the system. To }p\_taan

the um.fonn data needed for the systan an elalﬁorate mahagatent informat:.m

o mﬂdbenecessary to process and make available the right data

ught tme These developments seem to push (or have ‘the potenta.al
'mnmak.t.ngtothestate 1eve1wtud1nayreduce_themc2nt1

is concern\can be faced by deciding about the diffe#e:;t amuntsand

aggregations of 'da ywhich would be neqessary for effective planning. For -

.

|
exaxrple**, state ) 1arme.rs, for all levels of educat:mn :m.ght need only

goaﬁ added sub-goal, i. e., perfcrmance objectlve. :
anners mght need um\t cdsts 6;‘ 1eve1 and .

State vers:.ty Sy

("\a’qgregate d15c1p11.ne categories. Campus or district planners would pro-

” /
bably mfo:mat:.on by department whereas, administrators at these levels

>
spec:.flc data about uxhv:duals (students, staff and

faculty) . Defining
systens of delegated management) and the cost data necessary (and:outcome

planm.ng responsxblllty (especxally under the new

.- data) would seem an ai:p&copriate method for protect:mg the decision domai ‘n‘.'
of each set of education officials. Until such decisions are made it would |

seem‘ to be the responsibility of state-lével'officials te-Tesist the

* Increased centrallzatlon leads mev:Ltably, accor
spokesmen, to a dunmutlon of academic freedam.

N “V(\*As suggested by Dr. Kent Caruthers, State Unlversity System.

23




'J.s necessary because we have no market mecham.sn or systan for brmgmg

'prroductw:.ty, hcmever defmed, with dlsmcent.wes for J.ncreasmg producti-

23 ' | .
trend to cent:ral:.zatlon. Bowever, 1t behooves dJ.strJ.ct and 1nst:.tutlonal
lea‘ders to accept the responsn_blllty for bulléh ng and using adequate costmg'
and management systems.

N————
Flnally , as an ending note; it should be made clear that cost analys:Ls

about cost éompetition among educational ‘institutions. ‘The voucher plans
offer the poss:.bJ.lity of creat:mg a market-like situation but do little
to effect the status (and quallty level) hierarchy of educatlcnal insti-

tutxons And, close examfnation seems to reveal no rewards for mcreas:l.nq‘,

vity fairly ev1dent. , It also seems to be the usual ‘case that educational

/Eeds always exceed existing resources, an item of scme mportance to

EAN

those gmups who want to represent profess:.onal educators J.n oollect:.ve

ba.rganu.ng procedures. -

)

As public dlserz:ham:nent for education is expressed through no

mcrease in state approi:rlat.xons for salary mcreases, durmg a- t:me &f

‘ double dJ.gJ.t J.nflatlon, one wonders if it will be mly the most dedicated

educator who will not see a concern w:Lth cgsts as a threat to. future
loyment. From the earliest hJ.story of oost studies (1907) 1t has often
occured that studying costs meant gather::l.ng evidence to cut sts, when in’
fact costs may need to rise to insure a greater possib:.llty of educat;onal
goal attaument. }Iopefully Florida's educatldnal planners and adxm.m.stra-\
‘tors. can approach uniform coﬁﬁg as the creation of an J.mportant managamt

tool which can ass:.st all of us in ?ﬁaatlon to J.ncrease our effect{ven . .

o
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*Sugqestéd by Dr. William Odum, Division of Community Colleges .
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EPILOGUE: SUMMARIES, 'CONCLL_JSI_ONS ,&f\lo RECOMMENDATIONS*
; . . ) ,
Ny A paper‘,, "lndtcator's and Costing of Flomda s Education Goals,"
. was distributed to a statéwide audience.of citizens, students, educators,
¢ admtmstr'ator‘s and policy makers, who ‘subsequently appeared at one or
¢ ‘more of three r-egtona.l conFer-ences held on succeedm.g days, September
16-18 in Tallahassee, Or'lando and Mta . The wr‘lter' of the paper,-
Dr. JoHn S. Waggaman, se,r-ved as moderator of a two and one-half to
three .ho,ur‘ se5510n at each conferenice on the topic of the paper. The
regional meetings included sessions on three -other indicator topics also
being researched for the development of phase 11 of the Education Elemerit,
_ Florida Compr-ehenswe Plan (see page one of the original paper for names
L of. other‘ writers and their topics). - : !
- Each session of "the regional conference was: attended by 25—45 per'sons
r-epr*esenttng all conceivable viewpoints about education and its costs. This =
* writer r*ecetved these diverse, often conflicting, but sincere expreéssions
.of contern as a measure of importance about the issues raised 'in the papér
- ~ (and of relevant issues nQt cover‘ed) The insights, infarmation - and opinions
expr'essed' at these confer‘ences helped to clar‘tFy the foremost issues related °
. . development of indicators of educattonal costs; that information was then
v used in the preparation of this Epilogue.** The retommendations from
this study appear on the last page following the summc..ries and conclusions.’

-

A\ ] ¢

Summaries and Conclusmns. : :
The order of topics pr-esented below reflects their overall tmpor'tance Y]
and not the order of presentation in the paper; conclusions follow ‘each |
summar-y statement.” It should be noted that a concern with yosts per se
rather than indicators exclusively should.be interpreted as an indication :
of a lack of cost data. There is some feeling that r'eltable cost data is . |
- . needed before indicators of costs can be identified; that assumption is |
S . largely incorrect because indicators may in fagt be used to predict

B Y

* Eptlogue and original paper (August 24, 1975) by Dr. John S. Waggaman,
The Flomda State Umver'51ty, Tallahassee, Florida.

** The writer believes str'ongly in the step—by-step process which was used

. for obtaining input from all of those persons concerned with education 3

costing.. Policy development m this fashion involves extensive logistical
\ . effor'ts, ttght schedules for writers and reactors and a fine tolerance
for diversity of opinion and uncertainty of outcome. However, the
rewards of real cifizen input, semously diven, in the development of .
educationpolicy - fits the htghest 1deal of participation in governrment.
‘ All who planned and par'ttctpated in this project should be commended
P for the time and effort freely given.

o {— A | ~~ : 32 .~ (October 2, 1975)
‘.‘.' ) 1’ "'.‘ : oo ;




approxtmate costs, an act1v1ty eng’aged in by those who . butld budgets A
or manage educational Fmances. : : e ,
' 1. There is w1despr~ead concern t’hat unit cost data may be mis~used or
not used at all even if scarce educational resources. are wsed to build out—"
. standing cost systems. Mery limited legitimacy is given to the process of
' conducting educational cdst 'studies and the data resulti’:;g from such pro-
cesses, Thése fears and concerns exist in s'pite of, or .because of, the
Florida laws which require that all segments and levels’ of educatton must
- conduct cost studies.. N
a. There is a fear that cost data will be used in makmg policy
decisions without concern for the educational consequences. Historically,
cost studies have been used to cut budgets rather than as a means ta' -
more effectively allocate s‘carce resources so that specified goals and.
ob_]ecttves may be achieved. Currently the "shortage" of educational
"income has brought forth a vamety of methods to cut expendttur*es.
b. Even if the desired cost data were avaliable there is a very
real possibility (based also on historical experience) that such data will
not be used. Practically all budget requests are prepared or evaluated
on some incrémental. basis, even when the very elaborate PPBS formalities
are obserwed. Budget requests based on cost anmalyses and real pr*ogr'am
needs havé generally been unsuccessful  as strategies for increasing state _ :
. dollars per student. !
. 2. There is almost no’ ev1dence at thts time that cur*r*ent cost . .
' studies. are a useful and effective administrative/management tool. One of ;
~ the reasons for such an outcome is that much of the educational costing ;
_ ~activity in Florida has been underway for only a few years. Another
(ﬁ“ prgblem is that most state-(wide costing systems seem designed to move
e data up the educational hierarchy rather than.designed (in addition) for
the, making. of cost effective sducational decisions at the local bperating, \
lavel, - . -
a. It is important ‘that some stability be pr'owded state, district
and institutional officials so that a set of cost concepts and procedures can
‘e perfected and made reliable. Constant' changes in education funding and
accountability procedures these past few years have restricted the ability
of educational officials to carefully examine the changing costs of education.
- A stable system for three years, with only minor chaﬁges, would enhance
dramatically the development of educational costing systems.
s - b. There is growing concern among™public representatives and
policy makers that more rational dats-based progrgm decisions must be

X . made from cost studies-and other such analytical techniques. This point
- is of K:r*mous, importance during a time when educational needs always
exceed \resources available. Even more important is the fact that this .

,pomt arises because educators have asked regularly for more funds, but
the quality of education seems-:to have fallen (i.e., achievement test
‘scores have declined in some ar'eas) This inverse irelationship has led
policy makers and some admimstr'ator's to suspect that resources were.
being wasted or mis-used. ' ‘

3
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- 8, The demand for cost data, down to the pmgram level From which: ;
' oo 1nter*-1nstitutlonal comparisons can ‘be made raises serious-questions abégtsthe 4
?ﬁost appr‘opmate ﬁnanc1al analy51s functton tq be per'formed at the state . .
lgvel. o ’? : . A 2 S . T ‘
4\/' y a;.. The expectatlon for analy515 of all program Zosts at the state
‘level could result. in an inefficient use of state resources; it also would '
seem to be contrary td the trend in qurrent public pdllcy. ,Tw,p major
« Florida. pohc1es established greater r'esponelblhty at the local operating level:
"~ school house ‘management in the K-12 system. and lump sum fundmg in the .
_State U }versndeystem. Both of these policies place greater hnanctal\
\ r'esponsnblhty (and trust) at the local school and .institutional level. To
demand that program cost ana'ly51s be placed at the state level would seem
to invo ve two steps backwards. .
bl Early in this project program cost data weresugggs”’t‘ed as ' a
substitute for indicators of cost, which itself is an indication of a latk:-
of unc{erstandlng about the character and purpose of cost mdlcatgrs. If
' actuaZ Eosts s, from the accounting standpoint, were to be used, it is very

impag tént that they be determirfed using expenditure, not budget, data .
bec %e actual spending may differ importantly from planned spendmg
Reg&ndless which kind of data are used, cost indicators could enable ;
“"f' estil ates of expenditures and costs to be made before Jbudgets are fmahzed
Th{s would certainly be true if median professiomal. and staff salaries were , ° |
u/sed, s an 1nd1cator~, fpecause salames are such a large prcpor'tton of ~

-

v educatlonal budgets. * ) . v
< .. .. r'4, Even thoygh cost studies are required by law for all segments
o ,,xofy.educatlon in Florida, the costihg concepts ‘and procedures are not "

o cpmparable among the various segments. Even within, the same segmeﬁt

L e quality of the data used in the cost studies may be quite uneyen;
z:)wever', as the management ‘information systems are perfected thlS J

quality problem is expected to become manageable. :

a. There is a definite need for the establishment of uniform costlng

‘. ¢ concepts across all of Florida educatlon IF-‘ it ig’ important and necessary

to ‘compare program costs across the vamous ;egments of’ educatlon. F"or3

Vo example, IF it were considered appropmate to’ allocate resources for

" -. programs on the basis of the lowest cost programs, then it would be

necessary to have comparable cost data for similar programs throughout
all of Florida education. The most obvious object of such analysis might be,
for example, typing courses or all courses in a secretarial science prograg,
for they are offered in the high schoolsj: vocational-technical centers,
communlty colleges and the universities.” Again, the question must be Faced
whether analysis of this kind is so .important that it warrants a_very
expensiye effort which would be required to establish uniform costing con-
cepts for all of education, AND whether such efforts are appropmate

’, ]

* Median salaries could be multlphed times number of staff and faculty
! and the product divided by the average (hlStOl"lC) percentage which salaries
constltute of .the total budget

-
. b -9
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‘standard across all of Flomda education, is the deﬂattoh of" cost data

‘to reveal whether the costs of inf latton have been met with adequate

at the ‘state level,

- b. One important step for all cost studies, even 'if the

constant dollars. Simple rates of 1ncr-ease between year-s are 1nsuFF1c1ent

revenue increases in earlier years. Constant dollars of cost from a fixed
base year will show the. extent to° wh1ch educators have no, choice ‘but to
absorb the cost of inflation 1F they w1sh to stay 1n thelr- pr-oFesslon in -
Florida. , o

.Co " Changes in the appr-opnciation: and cost perf.FTE- student need to
be identified clearly. For example;, declining unit costs may indicate the '
benefits from economles of scale OR declining appropriations and continued
enrollment increases (For'ced pr'oductw1ty increases). While the ‘first is

.destr'able , the second is usually accompanled by some  reduction in quality

of educatlon, especially in the lower grades. where class size (enrollment)

- increases per teacher‘.

d. A str'ong case cah be made for using the headcount student
as well as the FTE student as a r-epor-tmg unit of cost. The need for-
headcount costs is greatest in those segments of education where par-t-time
students are an important frattion of the, total enr‘ollment There are
many admlnlstr'at,we costs which arise on a per student basis, r'egar-dless
how many class or credit hours each student may be taking.

6. Even if the vexing iggues. about costing concepts and procedures
are not settted, the constr-uc?on of a cost of educatton index can provide
impor-tant information about cost indicators. * e *

a. The development qof components for such an imdex may be the
best way to identify the common cost categories ross all of Florida
education. These components .cum cost categories could beﬁﬂcome thé cost
indicators, e.g., square footage space to be -heated and/or- air condltloned
applied t\mes an appr-opmate utility rate. N
. b.. The weighting of omponent .in the index needs to be car‘efuuy
studied because labor costs are—sus \a \t\al ge component. The: number of
- ' tion because of the usual problems
of developing adequate and timely -datd sources while contr‘olhng the quality

in the index. Rather than aGe an au—Flomda aver-age it might be best to
'develop separate cost ) ed ation 1nde><es for the various r-eglons of the

 that few costtng pr-o edures have feen .developed Tor meass’tng costs of the

¢ concepts of cost effecti veness or cost~ =
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IR d. The new delivery systems m'vozg such ideas-as "work-study

L ° and” cooper'atwe education in which the stufent ear'ns credit for work

' experience. (It should be apparent that sendmg tHe student to an.employer

for an educatiopal experience has the effect of shxftmg part of the-cost of

education from one sector of society to another, i.e. from education to

business and industry.) '(‘he non-time bound systems in which a student

may enter any time ahd leave any time may lead to, greater reliance on

group average char-ac eristics wherein the group is a statistical. cohort, ' ,‘-7

but no longer a class pr grade. Formula funding and costing by -grade

level may be unrealistik for'financing education of such delivery systems. .

& . b, Otheri of the new instructional and delivery systems .involve
such ideas as competency or performance based education and learning
to mastery. Thaese ideas also defy the normal calendar of educational
accounting because a student may repeat a course or lear'mng experience
untl‘l successful performance ‘is' demonstrated.{ Of course, some students

~.may enroll and demonstrate competency immeliately, thereby allowing
.~ additional ‘enrollment or other activity for that student, but still gaining.

' FTE credit for the school If this system appears to, be:similar to the .
old _procedure of holdmg back students who don't Iear'n, it can have that Cee
effegt, The issue here though is (again) that formula funding may Mpreward"

a s¢hool/campus which holds back the .largest fnumber of students, a procedture
which would raise costs, should the students not, drop out of school. OR,
" imagine. teacher-/faculty worklead "adjusted" downward by the number of
X2 -, students who demonstrate competency on the first day of class; per-haps' ;
. ﬂor-mula funding could -become an mcentwe system for encouraging teachers 1\
|

“to r‘axse performance levels should such ad;ustments be per-mttted
c. Perhaps the only way to adequately cost education where these -
new systems are used is to cost each individual educdtional experience and
Accumulate the total cost of all such experiences (courses, etc.) for each
" individual student. Nationally tested costing procedures are avalnlable for ;
such analysis in community colleges and universities (from NCHEMS at WICHE) ;
\ . 7. The outputs of education which have the most ‘importance, accor-dmg
to some policy makers, as they relate to the ability of the educational
system to obtain gpvernment suppord. (appr‘opmatxons)‘ are those which con=
stitute performance measur‘es, not such, mor-e general measur-es “as quality
of life.
, a, Those output  characteristics which seem. exclusively 1}1 the domain, }
of the schools (K-U) are those of achievement, Iiter-acy,b\tompletxon of ' '
course work, tran-fer to another grade level, graduation, placement in N
available jobs and parent§ptudent satisfaction. These come very '

close 'to .the statement of ggals for F‘Iomda 's education system, and apply
to all levels of education. N
b.  Costing outputs and F‘Io’hda s education goals will beda
s dxfhcult task because of the archaic viewpoint, that (nuch of what students
- learn is not measurable or' that the outputs themselves are difficult to

" measure. - The ‘latter assertion is true for the higher grades, but that does
. - ‘ L .
' * not make med@surement impossible. : »
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c. .Sorting current cost and finance data, by level of education,
_into the education goal categories is. poss1ble but will require éxpert esti--
- mation and a variety of other adjustments in the currently available data
Ll " Even if ;such adJustments are completed, the ‘resulting data will be non-
_ compar'able between: levels and could be’ danger-ously misleading to those
. -wanting to compare costs between systems and levels of education.
_ (Incidentally, for Goals 6 and 7 ,page 17 of the August 24th paper, 1tem
N a. K-12, should have added to it, "Adult post-secoﬁ)ry" because ‘such .,
. courses are conducted in some school districts.) - i o
d. _Rather than attempting to redesign costing systems (espemally
in ltght of conclusion 2. a. above) for the entire Florida system,it
would seem more realistic to focus on one of the goals, such as #1,
' Basic Skills,or even a part of it, such as mathematics. This goal is
a high pmomty item for the Commissioner of Education and thé State _°-
of Florida which ma‘lfes it a logical choice. Uniform costmg concepts.
for this goal could be built for all of Florida educatien, IF the idea is
accepted that even colleges and universities perform remedial, teaching
in order to bring a student's bastc skills up to’ acceptable levels for -
completton of current programs. >
e. It should be noted that local employer-s (espemally business
and ~industr-y) can provide important information about the outputs of the
educational system. Their opjnions- about the quality of basic skills -
new employees is itself an indicator of educational output. - Even m re _
important are the opinions of business leaders concerning the educatjonal
© ' level of the work force and the relationship of this quality to locatien
of industry. GConceivably one might be able to assign benefits lost from .
not obtammg some mdustr-y to the relative cost of education. in a “gbmmunits
'8. A few indicators, of cost ane widely agr'eed upon and. r-eadily
available. A wvariety of other inc)tcator-s have been suggested and deserve
 ‘careful consideration. -
‘a. The student-teacher r-atto (and/or class. stze) is a clear-

~

L

4 indication of unit cost and wor-kload, w1th the two bemg inversely r-elated
according\ to. many_educators. S
N . b.) Median salary by gr-ade, depgr-tment ‘or d1sc1plme, 'should be

used in conjunction with the student-teacher ratio.
) cy Enrollment is an important indicator, whether- in student cr-edtt
hours or full-time=-equivalents. Headcount, is also a useful indicator
" e for certain kinds’ of administrative costs. CEU's, cpntinuing education
'~ units, might become significant in -the" future as mor-e non-cr-edlt but
« - formal education expands its enrollments.

d. .CLEP _hours, those hours awarded students who' successfully -
pass the &llege level examinations , are important indicators of savings to
the State of Florida, the parents of students or to self—suppor-ting students.
GED -completions may also be used as mdtcator's of savings to Florida -
taxpayers because most persons who take the GED will not have remained
in the puRlic school system' and thus no’étnted in the FTE appr-opmations .

5 or allocations. Note, however, that both sets of examinations may enable

—
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- students could také at -any of sewveral locations with little or no added

o

/er-ase any pr-evmus cost advantages ) Perhaps Commo rse Numbering
~will provide mfor-matton about duplicate courses between and among the
" vo=tech centers, community colleges and unwers1t1es° Af so, ‘perhaps .

‘achievement to teacher competency, an important accountabtltty 1ssue

L
vy

escape the institutional envingoment.
- e, The number of dr-op outs .- (not stop outs) ‘and "hold—backs" may
serve to mdtcate the added costs) of trying’ to bmng all student up to some
norm of, standar-d of ‘achievement.
f. There needs to be some way to 1dent1fy pr-ectsely ‘the genumely
duplicate programs and course offer-mgs, i.e., those which the same

non-—educattonal student expenses (although there might_be very different - °* |
costs, tUIt}dn levels,  feesand book char-ges) " (Elimination of duplicate cour-ses
among different institutions could.cause enrollment shifts which would require 1

l

addu;mnabcapttal or equtpment expenditures, in addition to the dtr-ect abor
and related costs at the alternative campus, whichNin tur-n, ‘might qutckly

Common Course Numbering should be extended down throqgh the high '
school and include all adult education courses as well.

~+ g. Number of teachers and faculty members on tenure could be .
an important indicator of long run costs, It has been suggested that
student (and other) evaluations of teacheré and faculty membérs -needs
to be related to their temure status for the purpose of developmg some kind
of indicator of the cost of poor teachmg among the more expenswe group.
of teachers (i.e., those with seniority and tenure). The ultimate purpase
of developmg this indicator would be to subsequently relate student

involving great controversy. . » - o
Q\Abdtttonal indicators of costs may be developed by per-for-mmg '
secondar-y analyses on data alr-eady collected by the Florida Depar*tment '
of Education. . . -
_ a., ltis str'ongly urged that educattonal planner-s be gwen an
1nventor~y of, and full access to, the many state and féderal reports °

‘submitted by educational 1nst1tut1:>29~\o and thr-ough theﬁDepartment. of

Education.” A careful review of these report ay r-eveal a variety of

- data elements which could be used as indicato

b. Once, the data elements already collected are identified and -

"thetr- potential usage as cost indicators determined, then the rematmng

"-need for-.indicators can be specified and systems for collecttng such- data

. evaluated. Evaluating these needs should indicate the ‘extent to which the

system, should that purpose be clearly agreed upon. .

existing costing systems would have to be changed to make one umfor-m
) "c., Itis 1mpor-tant"to note that other departments of Florida
gover-nment may collect survey data which also can be used for developtng
{
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1nd1cator's and r.nomtomng e‘t::atlon. Similarly, Florida's colleges and
universities may conduct st or regional surveys which would be releva t
Educational planners should be given the oppor'tuntty to "piggy back"
indicator items om all. duch surveys, pr~ov1ded the resources are avail
of course. Although the -benefit of "piggy backing"/is the use of cther's
expertise, the additional items should r~educe the un1t cost of such surveys,
thereby benefiting all concer'med
. _Rather than attempting complete costmg systems for ‘all of
educatton and the .indicators for them, it may. more cost effective
sampling’ procedures for obtaining da from the programs in’
the schools, districts, campuses, colleges, arid universities. Something
flike this is already being done inm the K-12 system.

. 10, Comparisons of state appr'opmatlons for educational actw1t1es

in the Department of Education with the appr'opr'lat’ons , costs and ser'vwes
of other departments of Florida goveMament appears problematical at best.
Many of the other departments and their human service activities have, had
very stable cost and budgetarvwy concepts for many years; they nave also
freely provided such data with their reQues for state appropmattons.

. - Education has been at a dtsadvantage ‘because of the change® in the system,

growth of population served and evolution of Fundtng and costing eoncepts.
, a. Dr. Kern Alexander's paper for this project, "Education as "
an Investment in State and Individual," covers some of the important ’ '
‘issues- about the ‘benfits of educatton in relatl.nn to crime, welﬁar'e,,famtly

services and so on, which may be ‘related to the human service programs .

~of various departments of government. Performing cost benefit studies

in Florida using Alexander' s findings would seem more profitable (and
less conflict gener'attng {mMmong gover'nment departments) than trying to compare |
the cost of Formal education through the Department of Educatign with the
educational pr'ogr'ams in other departments. E

. b, The'dse of per client (student) appropriations as. a measure
for comparing educationat cos}s within Department of Education or with.
other departments. r'eveals a igntftt.ant distortion which demonstrates the
need for cost data by program and function. The dnstance referred to is
' the appropriation difference cited by some law makers between community
colleges and universities. The additional and different functions per'r'or'med
,,by universities (development of new knowledge, ‘service to adults-and ,
' governments) requires greater appropriations;‘ but in terms of . lpwer level
undergraduate student budget r‘équests, the amounts were appr'oxlmately /

~ the same between community colleges universities, accor'dtng to

Chancellor York of the State University System. _ \ .
c. lnter~state cOmpamsons are also very important, but 1t would '

appear' that Professor Alexander's second paper: for this project and

" his other research should be used as & prototype to rank qﬂd rate Flor'lda .

among the 50 United States., His research, using adjusted per capita

datay shows Florida ranking 45th or worse\t‘yﬁfendltur‘es on post secondary y

education. - : : " : ' .
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e *j d. The concept of target popuiattons is. fully developed by Dr.
“Charles Grigg in his paper* for this project. Taking his categories
and conducting statemtde sample survey§ might be the'best way tqQ -
determine the diffefence betweén target and client populations and the .
K cost of education to the state, i. e.,' relate r'espondent's report of educattonal 4
‘ser-vwes consumed to costs of such par‘ttcular- services, ' Slmilar-ly, o
, the satisfactions of ‘the various cohor'ts should be included in any analysis
°  of “é8st of services, to determine satisfaction’ v\th education services
?" : ‘and with the costs /of the services. ' o o,
Recommendations. - N ' ‘
Constder‘tng the r'ange ‘of topics cover'ed and the or-lgmal asstgnment
for this paper, the recommendations will be limited to the following:
“- +1, A cost of educatlon ‘index should bg co structed for all of educatton
(Summary #5). v o
, - 2. As many of the suggested indicators as pOSSlble slw.lld be used - =,
~ IF the da€a are already collected and’ available (Summary. #8). ' ¢
- ~~.3. DOE Bivision MIS data elements should be inventgried and sent
~to the depar-tment of Educatton MIS. A careful study shou ade
of the data elements, 1ncibding secondary analysis, to deter‘mtne
‘additional cost mdtcator's -may be Found in the alr-eady colleot datas -
o (Summary #9). - : ' :
- "4, A limited number' of fihanmal studtes need to be conducted for
. \ the purpose of determining, the costs and their indicators; such studies should.
Fa be conducted selectively and use sample rather than universe data, begihning
wu:h ‘these topics: )
~a. Goal #1 Basic Sklll:: '(Summar'y #7 and #10)
. b. Adult programs and.new deliver'y systems ( ummar'y #6);
. ©  Te. External benefits of éducation (Summary #10)..
- ' 5. No attempt at developtng a umfor'm ecosting system for: all of
Lo Florida educatton should ‘be contemplated until it is determined that the
results from carrying out" recommendations 1-4 will not prov;de the : —
- cost indicators appr‘opmate for. educattonal planmng— pur'poses (Summavry
o #'s 1-4).
6. Once a set.of mdtcator-s have been 1dent‘lf1ed, preliminary data
collected .and their r‘elationshlp, to actual costs defined, another round ‘
of regional conferences: should bé held with educattonal officials, teachers \
and others to assess the face validity of the indicators and their possible

value for local, .planmng eFFor-ts.. - o : B . 7
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